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ical envi . L
Technological environment, by its very nature, is perpetually in a state of ferment and interest I8 evidenced

all con i
jnthe trends b‘ic g :::en;cd. lt' s frequf:m fo read about yearly of ten-year technological trends. 10 Current.ly.
or instances Serve keen interest in the icsue of digital divide in India. Exhibit 3.1 presents a brief

he digital divide in Indi : : i
mﬁ]c Ofl - G2 ndia and h'OW itcanbe v 3 : rtunit b lhe
e anorganisations (o uild irategies upon, viewed as a great technnlogical opportunity 0¥

gxhibit 311 Digital divide: An emerging aspact of the tectrnotegicat enviranment in India

according 10 the IT encyclopaedia Whatis oorm, e ters ‘Fgta divide’ descrbed the fact that the world can be
givided into people who do and people who dont have access to—ard the capability to use—madem infarma-
sion technology. such as the telephone, 1elevision or the termet. |

The houndaries of the dighal divide in the word corid be manyf Rasides the traditinnal dichatomy of the
haves versus haves-not’, there could be a developed versus developing cauntry divide, the rich and poar coun-
ties divide. English speaking and non-English speating peogte divide, Anglo-Saxan culture and the restand sa
pn.
within & counlry or society, the digital divide could be manifested in terms of gender group. age groups.
socio-economic groups and rural versus urban groups. In terms of information technolagy. it may not be limited
to the possession of computers or access to the Intemet, but a1so to the skills to use them,

Digital divide is & controversial current technological issue. If you access the Intemet (assuming the readers
of this book are not the victims af digital divide!) you will find a wealth of information related to this issue. Thers
gre the both good and bad stories of digital divida in India. Lel's take the bad sfories first.

The negative aspects of the digital divide are mainly seen, for instance, in terms of the dismal statistics
related to the telephone density, number of personal computers, access to the Intemet in India or even the
number of people who know the English language. Take this example: most worldwide web sources are n
English. Barely 50 million Indians know English, So what happens o the rest? They may be weaithy. terats,
educated or whatever, but since they don't know English, they can't utilise the Intemst well.

The good stories relate how individuals, organisations and the Central and State govemments are working to
bridge the digital divide. These relate to how some State govemments are providing public services through the
Intemet such as Madhya Pradesh government's successful experiment in Dhar district, how Pradeep Lokhande's
NGO in Pune helps bring used computers, donated by NRIs abroad, to the villages in rural Manarashtra or how
Melumet provides connectivity to the poor people in the Madurai district.

Of significance here is the fact that the digital divide Is real, it exists and it can be seen as a technological

opportunity by the organisations rather than as a controversial issue to be debated upon endlessly. When EID
Parry of Chennai, through its portal (indiagriline.com) connects the sugarcane farmers it deals with as suppliers
or Amul of Anand uses it to manage information in association with its milk producers through village-based
information kiosks, it is an example of utilising the digital divide as a technological opportunity that benefits both
the company and the community.
Sources: Adapted from Keniston K. & Kumar D., Four Digital Divides, Sage Publications, Delhi 2003; Nguessan,
M., ‘Defining the boundaries of the digital divide', Proceedings of the Second international Conference on Tech-
nology, Knowladge and Society, 12-15 December 2005, Hyderabad; the wabsite of Good News India Magazne
at hnpy/www,gmdngwsmd;'a,mmf!’agesfoanrent/eoonomy/ddfvide‘html. Rstriaved February 2, 2007.

This section of the chapter has been devoted to a discussion of the eight difterent sectors constituting the
txierny) environment of an organisation. By no means is 1t claimed that our coveruge of environmental
sectors is all-encompassing. There are other sectors too worthy of consideration. For instanve, the natural,
Physical or peopraphical environment, to which a passing reference has been made while discussing
fegulatory envisonment, is also of great concera (0 companies. Environmental protection is of paramount
inponance in a world where the issues of sustainable development have assumed great significance. The
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gulations for environmental protection and

ustries like processing plants and refineries,
1o tectors is artificial and is meant solely for

corporate sector is now required to adhere to a plethora “f"::;
control of pollution. This is especially refevant for poliufing

Tt should be noted that any classification of thf: en;;?:f?:;:\‘:i n reality. the dividing line between the
] . v * mn = . -
gaining an understanding of the different ey

.. a i : interaction between variables
different sectors of the environment is hazy and there 15 2 hlfl: Lc(-:;::‘: 1:‘;::?1 s, oagtaf themocks
belonging to various environmental sectors. For example, marke ! .a;“ g B N abilgomersl i el
environment, does nat exist in isolation, but is dependent on other aﬁ fmm  ferporlieradics
economy. buyer motivation ot techiichl quality of the products. Apti tor of the environment. To consider
there arc c‘nm'p]cx interlinknges existing among the factors in the same sec ‘nm.nher O fators i) infloeste.
an example of such an interlinkage, the technologreal environment ha*‘a: T echnology ina paricubs
Among these, collsboration in and transfet of technolngy affect the.dcte t\.plrr.l el 1ol BT
company and also in the industry as a whole, When the tc.chnn’logfcal levelisr .m:ﬁ nmeﬁtal Crecrs of o
human f\cings and the man-machine system. There are implications fnf thf.? aa‘r;1 oo :nhibm
technology. A pereeptive reader would also be able to read helween' the lines !;n[ ol h o .mimne,r "
provided of the im::r-scclnrnl and-imrn-sc.-cmra! n?lture of the ct'mmzme:!?e j:,deés.;anding - dir;'mm
inter-sectoral and intra-sectoral interactions have to be considere | whi stan f
environmental sectors. Strategists have to constantly monitor the envrrqnment a?nd its different sectprs for
opportunities and threats that have, or are likely to have, an impact on their organisations. Such a monitoring

B : iro 1l scanning.  A(froecie? \ ‘bhur*w\:'—‘ -t (2Ll
is done through environmental scanning " :q. “f“ "
s + X ‘\' -fizLLl:i /

In the preceding two scctions, we have scen how o:’gan sations can comprehend the env ironraent in which

thev exist, identfy their environment and classify it into different sectors. In this section, we turn to the

methods and techniques employed by the organisations to monitor their cnvi&o{nment and to gather data to

derive information about the opportunities and threats that affect their business: ﬁgpnmenral scanning can

be defined as the process by wh@__g;p@aﬁons nitoy their relevant environmerﬁta identify
! :

N W’gand zhreaz;-{'aj!' 'ecungrheir business !or rf :akingms
Factors 10 be Considered for Environmental Scanning @

¥/ The external environment in which an organisation exists consists of a bewildering variety of factors. These
factors (could also be termed as influences) are events, trends, issues and expectations of different interested
groups, These factors are explained below:;
¢ Lvepss are important and specific occurrences taking place in different environmental sectors,
® Liénds-are the general tendencies or the courses of action along which events take place.
e [ssycsare the current concerns that arise in response to events and trends.
o Expectations are the demands made by interested groups in the Li ght of their concern for issues.
Take the example of the first public issue of shares of Reliance Industries in 1977. That was a specific event.
The trend that started was of wider panticipation of public in equity investment i private sector companies.
Note that earlier to tht event, equity panticipation in India was limited to an exclusive class of investors and
the general public was not aware or interested in investing money in shares. The issue that emerged was of the
development of equity culture in India. The expectation by the general public that resulted was that the fruits
of the economic development in the corporate sector would be shared by all and sundry. An allied expectation
that ensued was of protection of small or minority shareholders from Fapacious private busine;s persons
through legislation and governmental action, | ' '
Another example s of the gas Jeakage accident that took
Carbide factory at Bhopal. Thut accident and the resulting ¢

place way back in December 1984, at the Union
isaster was an event. The trend that has arisen as
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qultis a general tendency on the

aﬂfree‘y from hazardous exposure o Cfl:rr:l?fatlhse'ﬁ,gu"amq{ authorities and organisations to be conscious about
g expectation of the general public from g € issue s of a rising concern about environmental pollution.

ctinually shape the business environm malgim ?f the events, trends, issues and expectations that
fhal ndian organisations conduct enviro ent of an organisation. There is ome research evidence to suggest
rePOﬂcd is by Wadhva, 1974, His vsr(:n"l(ill:én ;; tal scanning for strategic planning. Probably, the earliest study
‘o er att i ‘ ;
yironment of  large industrial enterpris Aper attempted to provide a framework for scanning the external

— e in the private sector in India. Th help th
' any in the long term : . s _ ndia. The purpose was to help the
company 8 Planning of its activities, The impact of international, technological, national,

ic, social, d i it
economic, emographic, political and governmental regulatory conditions impinging upon the existing

svities of the com : :
activities 0 pany was analysed. Particular attention was paid to the impact of the national five-year

tans on company operations." In an earier section. w. ' les i -
ot , we have referred d
context: Dixit (1987), Subramaniam (1989) and Shah (1996).12 eredto treeafer s G m 'lan

By monitoring the environment through environmental scanning, an organisation can consider the iﬂ?ﬁact
of 1!1e mﬁermt;ygnts, trends, issues and expectations on its strategic management process. Since, the
envnonrqent fam:xg any organisation is complex and scanning it is absolutely essential, strategists have to
deal cautiously .Wllh the process of environmental scanning. It has to be done in a manner that unnecessary
time and effort 15 not expended, while important factors are not ignored. For this to take place, it is important

to devise an approach, ora ::?‘pn of different_app_roaches, to environmental scanning.
}p%oachcs to Environmental Sca B ag " v :
Kub

has suggested three approaches which could be adopied for sorting out information for environmental
scanning.”® We could call these approaches as systematic, ad hoc and processed-form approaches. '

-~

1. Systematic Approach . Under this approach, information for environmental scanning is collected
systematically. Information related to markets and customers, changes in legislation and regulations that
have a diect impact on an organisation’s activities, government policy statements pertaining to the
organisation’s business and industry, etc. could be collected continuously to monitor changes and take the
relevant factors into account. Continuously updating such information is necessary not only for strategic
management but also for operational a_tctiv_itié_é. )

oc Approach - Using this approach, an organisation may conductspecial surveys and studies to
. m nvironmental issues from time to time. Such studies may be conducted, for instance, when
an organisation has to undertake special projects, evaluate existing strategies or devise new suatcgié§.
Changes and unforeseen developments may also be investigated ‘with regard to their impact on the

organisation.

3. Processed-form Approach For adopting this approach, the_organisation uses information in.a
processed form, avai@w@‘: and outside the organisation. When an
Oim information supplied by government agencies or private institutions, 1t uses secondary
sources of data and the information is available in a processed form. ' )

Since environmental scanning is absolutely necessary for strategy formulation, organisations us¢ different
practical combinations of approachcs to monitor their relevant environments. These approaches may range
from an informal assessment of the environmental factors to a highly systematic and ff)rmal procedure. Infor-
mal assessment may be adopted s 8 reactive measure to a crisis and ad hoc studies may be undertaken

occasionally. A highly systematic and formal procedure may be used as a proactive measure in anticipation |

iy g it Rt 2 e

e e o
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tors and structured data €0

 different stagces adopted by organig,_

of changes in environmental fac
t. Such stances are situation,

continuously." al 2 proaches ;
of the informal 214 fomccmp o epvironment- © :
S OfCOTl = i Odic momtonng Of the environment may

Between the two extremes 1 e
n varying en, ,
taken vant environment of the organisatio

tions might exist, depending © e astobe :
For example, when an issue-related decisiaP 2 sed for the rele
proaches u ¢ relevantas well as the general envirgp,

be done. Systematic and ad hoc ap o s We
while the processed-form. approach could be u.Sgd :r‘::npp{fc anping, data collection is necessary for deriving
ment. Whatever approach is adopted for enyIron: _

information about environmental fac:or},

sources of Information for
written as well as verba}

The various sources of informa
in different ways. There could b formal

sources. In terms of origin, data sources could ¢ information
. : ources of 10T m ) U :
Given below are some of the important types of s f publications. These could be

i ion like di t types 0
’ rces of information like different (yP
1. Documentary or secondary sou Justry association newsletters, government publi-

newspapers, magazines, journars, books, trade and in /
or companies, commercial databases, €tC.

cations, annual reports of competit
2. Mass media such as radio, television and Internet.
3. Internalsourceslike company files and documents, internal re
mation system, databases, company employiees, sales staff, €1¢.
4. External agencies like customers, marketing intermediaries, suppliers, tra

agencies, etc.
Formal studies done by employees, market rescarch agencies, consultants and educational ins titutions,
ex-cmployees of competitors, industrial espionage agencics, or by

6. Spying and surveillance through
pfanting ‘moles’ in rival companics. The ethicality of these sources is doubtful but nevertheless, these

are used and so need a mention. :
Strategists use different information sources depending on their needs for environmental scanning.

Government publications—though a rich and comprehensis ¢ sourve of information—usually are available
after a considerable time lag. Private sources, though relevant and timely, are quite expensive to tap
Therefore, whenever a particular information source is used, it should be checked for its reliabilit ti me;
frame, methods of data collection and analysis used, foam of presentation, et Exhibit 3.12 mvidci'some
important information sources that could be used by strategists in the India cm;lcxl, ' ‘ Por

A | Scanning -
/Enwronmcnla anning could be classifieg

be external an i

ports and memoranda, management infor-

Je associations, government

o

Exhibit 3.12  Sources of information for environmental scanning in India

. A few selected and important sources which can be used in the Indian context, for coflecting Infi _—
ing information

e;v/i{pnmanTal scanning are suggested below.
International publications _
(3) Intergovemmental and intemational agencies i j
o WHO, WTO, FAO, IBRD (World Bank), IMF, thck;'m :’:‘dm UNDP, UNESCO, UNIDO, ILO,
statistical data. The World Development Report, Workd Econormi rs are a rich source of intemationd
Intemational Trade Statistics Yearbook ot UN, etc. are some ic Survey, Statistical Yeartook of UN,
cations. - exampies of the major intemational publ

(b) Intemational private data agencies such as country rat ] :

" Standard & Poor, etc. provide credit rating and ranking ofguag‘?’ms like Bloomberg, Fitch, Moody's:
foreign investments. - Ountries with regard to their amacﬁ:,eness fot
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Environmenidl npprane ==

; yﬁrld Wide \geb.. On-line databases ang systems
(a) Search Engines such as Alta Vista o
information related to environmenal :\:::‘?igoogle, Yahool, etc. are good starting points to search fof
With the emergence of 9. _ _
o nient access tg online dtar;z :;]::;et}th? availability of data has increased manifold. Intenet is a conve:
agencies, federations of trade y s everal types of organisations, Government agencies, private data
ok Welisliss st provide and industry and individual companies and other types of institutions
fS7at GG AYSNT pon alocess lp Information‘. Examples of some major information sources OR
ettt OIS Govemme:;o fal of India at http:/www.india.gov.in/business.php, directory of official
way fo the &nd QOVernmema? i:\?dia at http.//www.goidirectory.nic.in/, India Image - meant to be a gate-
o SRR ormation on the web at htip, jai ? mment
policies are available at http./policies.gov.in/ http:/fwww.Indiaimage.nic.In/ and governm

) E:I?;?:;u?;?fn::igr;ﬁ?g? tuming to 'lhe computer to assist them in tracking and managing the
dustry and The-econamy, Dal t;lr companies and thelr competitors, as well as general trends in ?he
fhacconiiic, FiE ax;j - a bases are a rich source of statistical and other types of data rega@ng

: ' e corporate sector. Several on-line data bases are available worldwide,
covering a vast range of subjects. : s, . _
- 3/ Government publications o : ' ; .
[ (a) Govemmental information sources such as the Census of India reports, five-year plan reports, statistical
abstracts of the Indian Union, etc. provide valuable macro-level data useful for planning purpose. Statis-
tical abstracts and statistical handbooks are published by several centrat and state government agen-
cies. The main drawbacks are the delay in availability of the data and the fact that the data available has
10 be adapted for its particular use. e Haedlp ol _

(b) Periodic reports like economic surveys, annual surveys of industries, annual reports of ministries, etc.
which provide current data and reflect governmental thinking and priorities.

{¢) Occasional reports brought out by various statutory agencies such as guidelines to industries, policies
related 1o specific industry, export-import policies; etc. which are relevant for business and industry.
Reserve Bank of India’s Departmeht of Statistics also publishes valuable occasional papers related to
different aspects of the economy and industry. . . -

(d) Reference books and encyclopagdias -« ;. .- o - -

4/ﬁstitutiona!pubiications-‘_ e s s g .

{a) The Cenfre for Monitoring India Economy (CMIE), which is a private institution, provides publications
which contain comprehensive and timely information on economic indices.

(b) Publications of market research age_ncies such as the National Council for Applied Economic Research

(NCAER), a statutory agency, provide extensive contemporary data on the demographic profile of cus-
tomers that can be used for strategic and marketing planning. There are several private agencies, sev-
' h. that provide similar information. ‘ :

eral of them in the area of marketing researc |
() Publications of trade and industry federations such as the Confederation of indian Industry (C), Fed-
eration of Indian Chambers of Commerce & Industry (FICC), Association of Chambers of Commerce &
Industry (ASSOCHAM) and industry associations like National Association of Software and Services

" Companies (NASSCOM) or Automotive Tyre Manufacturers Association (ATMA). g =,
(d) Annual company reports, wh

ich contain data related to the balance sheet and profit and loss account
apart from information or plans and programmes, are an important source for studies of industry and for
competitor analysis. Company in-house journals are also a source of rich information though their circu-
lation is limited amon

g the members of the company.
- Periodicals and newspapers

:" Magazings (Business Today, Business
(The Economic Times, The Financial EXpress,

World, Business Todéy, Industrial E_conomi.si etc.); and newspapers
Business Standard, Busingss Line, eta.) are the most timely
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source of information related to a wide variety of issues, Besides the print versions that remain popular, the
online editions are emerging as significant sources of information. Local and vernacular press mcreasmg!y

devotes more space to economic and Industrial Issues and is & polent source of information related to .
grassroots issues generally ignored by mainstream media. - : '

6,Industrial espionage agencies. ‘ :
- Private agencies prévide information and reports on competltof plans and activities, which may ve essenial

for strategic planning. These are used when mformation may not be avallable from other sources.
- @ mmw e

e

MethodS' ‘and Techniques Used Ior Ermronmemal Scanmng

The range of methods and techmques available for environmental scannmg is wide. There m@&nd
. Sﬁmwmﬁﬁ‘ as well as jgtuitive methods-available. Strategists may choose from among these
- methods and techniques, those whxcmn terms of the quantity, quahty, avaxlabxllty, timeliness,

relevance and cost of environmental information.

Various authors have mentioned the methods and techniques "Elﬁd for environmental s nning. LeBell and
Krasner outline fiine groups of techniques: single-variable extrapolation, theoretical limi nvelopes, dynamic
modes, mapping, multivariable interaction analysis, unstructured expert opinion, structured expert oplmon
structured inexpert opinion and unstructured inexpert speculation. ™

Fahey, King and Narayanan have included chniques in their survey of environmental scanmng and

forecastmg in strategic planning. These are: scepario-writing, simulation, morphological analysis, PPBS,

game theory, cross-impact analysis, field anomaly-relation, multiechelon coordination and other forecasting

techniques.'® Of particular interest is the emerging set of techniques based on the complexity theory thatisa

group of mathematical.techniques designed to deal with the dynamic nature of real-world problems. Among

the techniques are the applications of the mathematical concepts of fractals, fuzzy logic, genetic al gorithms,

swarm stimulation, Monte Carlo method and the more popular of them, the chaos theory. Exhlblt 3.2 attempts
% an understanding of the chaos theory and its relevance to strategic management.

Owing to the increasing complexity of the external environment, mevnably there have been attempts to
utilise the emerging information technologies in assisting, strategic planners in environmental scanning.
Techniques based on artificial intelligence, neural networks, data mining and a knowledge-based system

Icz have been proposed. An example'is that of a software agent-based system for continuous environmental
) / » surveillance.!” Another is Futurus, a business solutions- software by Satyam Computcr Scmces, for demgmng
and simulating future scenarios.'®
 While many of the environmental techniques are based on statistical methods and mcreasmgly, the use of
sophisticated software in computer-assisted environmental scanning and forecasting, some of them, like
scepario-writing, may not use statistical information but employ informed judgement and intuition to predict
2 what the future is most likely to be, expressed in the form of a descriptive statement or report. Exhibit 3.13
5 presents information on the popular technique of scenario wr:tmg’for environmental scanning.

o

| Exhlblt 3 13 Scenano wrmng for enwronmental scanmng

" Foresight and futurology require looking into the future,by. mtelhgenl discerning of influences in the presen
environment and projecting them into the future. We are interested in foresight and future so as to know what to
- expect and not to be overtaken by nasty surpises. Knowing what to expect prepares us better to face the future.
This is the simple principle behind .scenano wrm?g . one of the techniques, others being extrapolation and
' Delphi surveys for developing foregg_ht and peeping into the future. As Schwartz says in The Art of the Long
. mw’ scenarios are not aboqt predlct!ng thg futulre; ratherr they are about perceiving the future in the present.

SEN
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he uncerlamtles in today’s world arige from m
al developments, new business processes or no
derto cope with them effectively, One way to ¢
chnomglcal forecasting, scenarios are stories
geenarios are used in environmental scannin
keholders focus intensely on influences in 3

ynad |nfluences such as fast- changmg tech nolog*es geop olm-
vel management techniques and strategists anticipate themm in -

o thatis through scenarios, Used for different purposes such as
that paint a vivid picture of a future state in a narratwe format.

g for strategic planning. Essennally, smali groups of expeﬂs 3"d
particular sector of the environment, say technological or mar- o
yets, ikely to take place during the coming years, They contemplate possible, even improbable, events that
could occur 10 change the pattern of influences and create scenarios that reflect the Optlmlstic, pess:mzshc and ;
most likely future shape of events to come. Thege scenarios provide a basis for strategy formulation.

The different stages of scenario writing Proposed by Greg Tegart of the APEC Centre for Technology Fore-
sight, Bangkok are: ;

-

1. Identifying the focal issue, objectives of the exercise, timeframe and appropnate pamczpants :
2.-Environmental analysis for issues and trends in the current environment. : -

3. Identifying and characterising the key predictable variables such as demography, resources, etc.
Identifying critical uncertainties representing possible discontinuities. . :
Clustering of variables into a manageable set.

Ranking of variables to establish key driving toroes according to therr relative |mponance and rank the
critical uncertainties. ,

7. Selecting of scenario logics that assist in determining the number and charactensncs of scenarios to be
developed. : ; .

8. Developing of scenarios using the key driving forces and developmg stnngs oi causalfy Ilnked I:kery events
into a coherent narrative,

9, Assessing of scenario coherence by critical examination of its logic and coverage.
10. Assessing of implications of scenarios for strategic planning. e _
Scenario writing heiped Singapore formulate its IT vision of an intslligent island. The city of Curitba in Brazil,
used it to improve its civic services, New Zealand used it to project itself from an agricultural and industrial .
economy to a knowledge era economy. The US Federal Railroad Administration uses it for its strategic planning. |
India Vision 2020 used it extensively for technological scenario in the IT services sector. Royal Dutch Shelluses:. =
it to develop foresight on a wide range of issues related to energy, economics and politics in the various coun-
tries it operates. Several companies in Indian industries, including biotechnology (Panacea Biotec), consultancy -
(e.. Satyam Computer Services), energy (e.g. Caim India), fertiliser (e.g. SPIC), IT services (e.g. Gartner) and -

pharmaceuticals (e.g. EMD Pharma) report using scenario writing for various purposes mcludmg stra!eg:c plan- E
rllng A ;

o o~

Sources: Based on B.S. Flowers, "The art and strategy of scenario writing”, Srrategy & Leadersh:p, 2003, 31:2,
Pp. 29-33; R.E. Neilson & D. Stoutfer, *Narrating the Vision Scenarios in Action”, The Futurist, May/Jun 2005, "
Vol.39, Issue 3, pp. 26-31; G. Tegart, “Technology Foresight: Philosophy & Principles”, available at htto:// *
Www. apecfores:ght org/apec mde/dacs/ForesrghMeahod doc Retneved Februanjs 2007 :

10cess b es for envnonmental scanning havc been proposed from time to tlme For instance, a
b four-sleg technique called QUEST (chk environmental scanning techmque) proposed by B. Nanus uses
scenario writing by a team of strategists.”” Day and Schoemaker have proposed £ seventep process for {6
developing peripheral vision that vigilant organisations should develop, based on the assumpnon that
OPportunities and threats often begin as weak signals from the periphery of the external environment.
Strateg1sts have to be aware of the pitfalls of the cnv;ronmental scanmng process soas touse it _ludlcwusly

Pitfalls m-Enmonmenml Scanmng : - Ll

Just like any other strategic planning technique, envu'onmental scanning has its soft underbelly We could
| “humerate at least five pitfalls faced while using environmental scanning:

b

n ner
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us excessively on the influences in the relﬂlﬂlmc—ﬁ.t.tha*

: : Ily matter. :
they miss out on the trends and issucs in the g ncra! environment that real y i Aning can creatc Such &
¢ Thereis a danger of ‘paralysis by anal sis’, meaning that environmental sC g

' i ' become a
overload of information.that it may prevent timely action. Environmental scanning should not
number-crunching or paper-pushing routinc. _
The purpose of environmental scanning iS t0 URCOVET influences that ma;ler f?;::. :::e:::]j;i ;lf Fhe

%.'/AL organisational strategic decision-making. This purpose should ot be lostl and e::;: e used for @alitical
}]\& shoul ¢ used for purposes other than this. For instance, scanning fesu tscan ) us R
ing by strategists to favour their own viewpoint, functional mtere..sts or epartm‘ en S ;
o The environmental scanning function should not be integrated too closely with t?e ozz;ratgna :;? ml;nci.t
tional activitics of the organisation. This means that it shouldnot become a line function, thus aligning

100 cldsely with the interests of those activities. N o oo
o Similarly, environmental scanning should not be too far from the realities of the organisation, making it

an impersonal. staff function. _ ' o
After the e;nwronmcﬁa scanning process is complete, the strategists are faced with the ques'txon of how fo
structure the mass of information available to them. The problem boils down to sifting the information in

such a manner that a clear picture emerges of what opportunities and threats operating in different sectors of
the environment face the organisation.

* Sometimes, strategic planncrs may foc

3.4 APPRAISING THE ENVIRONMENT

In order to draw a clear picture of what opportunities and threats are faced by the organisation at a given time,
it is necessary to appraise the environment. This is done by being aware of the factors that affect
environmental appraisal, identifying the environmental factors and structuring the results of this
environmental appraisal.

/Faclors Aﬁccting Environmental Appraisal_

~Given the same environmental conditions, no two strategists or two organisations would appraise the envi-
ronment in a similar fashion. This is due to the many factors that affect the process of environmental ap-

praisal. We could identify these factors by classifying them into three categories: the strategist-related,
organisation-related and environment-related factors. |

1. Strategist-related Factors There are many factors related to the strategist, which affect the process of
environmental appraisal. Since strategists play a central role in the formulation of strategies, their
characteristics such as age, education, e@ce, motivation level, cognitive styles, ability to withstand time
pressures and strain of responsibility have an impact on (he €xént to which they are able to appraise their
organisation’s environment and how well they are able to do it. Apart from these factors that are related to
strategists as individuals, group characteristics could be the interpersonal relations between the different
strategists involved in appraisal, team spirit and the power equations operating between them. Information
consciousness is yet another variable denoting the attitude of top managers towards environmental scannping
and the communication patterns established among managers within the organisation.”!

2, grgamlcaiion-rdared Faclors Like those of strategists, many characteristics of the organisation also
have an impact on the environmental appraisal process. These characteristics are the nature of business the

organisation is in, Jts S g‘{__z_gal'ld wity' e Pﬁ‘u\mﬁf—hﬁ‘““‘kﬁts and the product or services that it
provides. Another variable identified is of information climate, which as assesseg’mmfomaﬁon
inf ' i.e. the processes, tec ies gl bixcs : s

infrastructure implemented, i p hnologies and people used in | aformation acquisition and

handling.?

n ner
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